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ABSTRACY
Digitization, Leaming Organizations and Leadership by MAJ Jack L. Gumbert IT, USA, 54 pages.

This monograph discusscs the implications of digitization and learning organization theory on
Ieadership primarily at the tactical level. Digitization is a term widely used (o describe the various
technological cfforts to improve battleficld operating systems. [.eaming organization theory is a
popular methodology for enhancing the operations of complex organizations. Of particular
importance is the positive cffcet leaming organizations have upon the membern of the

This monograph first cxamines the capabilities of the tactical digital unit. Next, the monograph
depicts the tactics, lechniques and procedures of digital units. The Ammy current doctrinal
leadership moded is introduced to complctc a presentation of what is presently known and available
to Army leaders.

In response to the rapid and far reaching advancces in technology, Army leadership is theorizing a
new leadership model. This evolving leadership model has systems thinking, leaming organization
theory and the effects of digital technology as basic theoretical concepts. Systems thinking is a
intellectual paradigm which involves holistic, dynamic processes. Some of the implications of
these changes are new, many are not. A discussion of the leadership of Sitting Rull at the battic of
wms@mmmhewmkmgmmmmmm&fm
digitization existed.

organizations will have the following thcorctical constructs; perwonal mastery, mental modcls, team
lcaming, shared vision and heroic leadership. Systems thinking provides the intellectual encrgy to
bring these concepts to fruition.

Finally, this monograph discusses the implications these ideas have for leader development and
training. Included arc ideas for future digitized learning organization lcadcr training.
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1 Intreduction .

Throughout history, military keaders have wrestled with the question of T o bead i
viganizations.! Sun Tzu offered the military feaders of his day insights tor ellestive
feadership. He compiled sets of seadings that have been studied tor centune. by diligon:
students, of military leadership. Likewise. the great Prussian theonist Cared von Ulassenity.
wrote a1 fength ahout the necessity of good eadership and provided o ghmpse of which
leadership gualities were necossary fo excel in combat  The writings of some kadership
theomisic posit principles to be follow ed 10 ensure eflcctive keadaship,  Other theorias 136
votumes with olferings designed (o answer age old milian leadership questions withow
enumenime specih. maame Recently. the rapidiy changmg mtermational seouny
envitanmiem has led @0 g veassessinent of all things including military leadership.  The
end of the cold war praduced a dramatic changs e the batance of workt pu# er. US A
feaders wore aceustomed 16 think in twrms of the cast-nest challonge. Now. the global
threat ef the past 31 vear i< pone. veplined s unbno@n threats and ditlerent missions
trom that which our vold War anny was tained (o aceomplish The Ay understands
thad chimec will be o comstimt theme fav o the fiave. v Readers must recogms
understamnd and adapt (o the Shanging enviromment within which they are called 1o serve.

Army military doctring provide puidance i beaders in o senee of fickd manuats designed
t=r assistandl support the mititany leader in the developmient ot his adt. Due to the changing
natire of the security environment. many of these manuals. are presently in the process of
rewnite of revision  Concarrent with the revision of Army douiring. there is an angoing

evolutian of Ay leadirship theor and organizational theory, "This pwogression s he
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scen in the writing of many leading Army thinkers and » riters. The hasic theme ol these
aufhors i< that the Army must change Changes will oceur in how the \m: aperaty and
oy the Army understands itself as an organization. |

Ome trend in the evolution of Army thought comeems the: concept of the Ioaminy
organization. This concopt is harrowad trom civilian management theory ¢ me ol the
keading disciples of leaming organization theory i Peter Senge W the Ay adopts som.
ot all of lcarning organization concepts. it is likels that Senge's writings will hing a
significant influcnce

inather irend within the changing American Ann) is modemizanon through
diaitizatior  \fany of the signal amd comnand and control processes wilt by “digiieed” W
the near futtire. Some modernization through digitization is alrcady undenvay in the

At} igitization pronsises to provide great benetits Jor \my teaday moman,. e wel

all of which arv understaod  The Army is presently conducting sxpenments i betier

andetatand the exact benefite of digitization and how 1o make best ise of these henahie.,

This paper will analyze the canrent Army cltort info leaming organizaions and
digitization  The analysie will focoe o the ofdet of thesa mends upon leadetge.
Specitically. how will digiization impact feaster's abitity 10 provide purpose motivation
and drrection m Army leamng orsiamzainn

3o mentioned previousdy. the U S Ammy s experiencing, dramatic chamges in the nature of
war. in the environment of warfare and cepezially in the capabilitics available 1o wage
war. ‘Together. these changes dictate a change m the nature of (ne relationship between the

feader and the fed Fike any ovganization the TS Army must understand shings in oweken
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to prepare for the tuture. This provides the opporuniy o keep abreast of aew
developments and prevente simphy “reacting™ so chames The A Digitizanen Yoo
Plan (ADNP) states. “Interoperable digitization of the battlefichl has the potental 1o
provide the means for the nest ronaissance of military art and sCienee. e the e numm o
that the infusion of digital technology info the Amenican socicty is providing the bride -
from the Industria) Age to the Informations Age.™ In short. the .Anme must help shape i
future by preparing leaders (o masimize their personal leadership cHeciveness in the 1o
NN amy of the futore D eadershie will vemeie 2 Loy 1o stccess in future wariar,

TRAVK X pamphict 5255, Fe Alons. recognizes the influence of lutare

comflict om beaders when i stanes “charastorisnes of recent operations weintorcye the nogot
that the ambigutics and complesitics of future combat require cven graater leadershipe
shilin”. " Tha .\ must identify what these changing and ambiguous sircumstane s .
and what impact they bave on (e Raders, Addittionally. the Anmy must determine wha
leadership shill: ave reguvad fos Readers 1o operate cffcunels m tuture combat,
tnderstinding and antiaipaiing change will prepare A deaders 1o b dlicetive in
whatever mission e are callad vpen o peetoms Tramine these shill and abilitees mepe
enter the leader traming programs now. it we are (o have vable laadurs propared for
fomorrov |
ASSUNIT e 0.

The author mal.ex several assumptions in the preparation of the pape. Firs, the
technological advances and specific impronements in Force SXT army anpinent and

ovgamzation: will oceur The Arme hae o concept of what # voant w seane of high

wol
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tehnology digitization.  The improvements in modemization through digitizanon .
contained in the ADAE.' Sevond. there is the underdying assumprion thar feadersing +
<ommand changes in relationship to changes in the wehnological state of the army - This
might scem obvious to most serious students of history. but it is relavant to this s
Third the Army will adopt the philosophies of keaming organizaons  Nany o1 the wlea:
contval 1o Teaming oreamzatior theor are alvcads meuctice by A eadership o oo
comgruent (o current Amy feadership theory. Further. tactical units at company. battation
and brigade favel are oraanizations amendable to this process. The Army will comtme, 1
aplore. expertment and adopt lcaming organization concepls
PUTOSY.

Thi- m'mngrahh will veseaich the ssoe of leadership in digitized tactical unite which
aperate i lcarning organizauons,
ALETTR O vy

oy m endbees theonivs aber bov wechmology, spocificalh the advimze knowe o
fdigiu/nﬁm'.. will change the nature of leadership. This paper will cxamine some ot 1h,
theemie . concepts and ider contva? e dipittoation and? feating orpaniations. Ininals o
detinition o digitizatem i+ in ordor, Digiteeation is delined as the application of
information 1ochnodooizs fo acquive. exdhange, and capley fimely digital intomtion
throughout the baitlespace  Digitizanion wild be tailored te the needs of cach decision
maber (commmimder feader). thus allowing cach 1o maintain o clear and accurate vision o
fis buttlespace which is necessary 16 support both planning and exeoution.”

Initiafly thi- paper will examine the comvent requirements and capabitints, of the dipin. o

-
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force. This will be followed by an examination of the writien fonnal. doctrinal. kadership
madel found m fickl manual- This frameworl. is required in order 10 cstablicls o
foundation upon which 10 explore how leadership concepts are changing. “uxt the papa

will explore what is detenmined 1o be the evolving popular feadership mode! mamiaed |

draft manuals and mentioned in respected military publications. There is mo speciiie nanw
that i normally assaciated with the new leadzrship concepie. This will provide o basctin
for understanding the army  leadership model currently in vogue. if not i docirine. The
made! wilt includk a determination of what direction the ammy appears fe by headed vk
reterenie to leadership in the future. The perspective will be taken trom a svatcms thinking
paradigm. with an emphasi- on lcaming organization philosophies.  Deternming the
vapabilitics and requirements for digitized unit lcadership vall help ascertain i our
leadership requements. ave maot b the Kadeyship meodel. A umderstanding: of i,
Leadership modat and the leadership requirements o the digitized farce will provide the
busts for understanding what chanees in mmy leadership sl be ncceoan i bl MY

ddditionaliy the analvsis will provide a view of how personal lcadership contld changye in g
digitzed forcc0 The imphications of the amalva will be g provide ideas tor th de oot
lon leader traming wodad . in order to hine prepared and capable Yeaders for the digitized

anmy of fomortey .

1. Capabilitivs of the Tactical Digital t it
The dighal umit of the TS aemy will have capabilitiz e aduance? rew oomedigind.

(comventionaly units  What exactly the changes in digitat capabilitic. swill be are not tulls

.
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known duc to advances in hardware and software which continue at an unabated pace.
Therctore. in order 1o diccern what capabilities the digital tictical unit will posses. i3
usctul to ¢xamine the Army requirements for these systems. This will prinids an
understanding of what capabilitics the \rmy has determined are aecessary tor tonus. .
digitized units.

The Army Digitization Master Plan contains baseline requirsments, Lor digutization ot thy
battfictd and futur. command susteran, The operationa! haseline provides for g

Capability to react on mformation faster than the enemy

* Lnhanced sitational awarenes a8 alt fevel
Rapid processing and ransler of information.
Faster and move comprehensive aceess to intethpence data,
increased abilits 1o syachronize dirsot and indirect tives.
MMeans tor establisk and maitimn an overwhehning operational iomp.

Fiwe L <slobal Commond and Control Ststam (GCUS T will seanlusshy intertace
with the Foree NN Rattle Command. Hrigade and Below (FICD through tie Jeie
Comnon COperating Luvironmient (10708 a6 part of the Army Battle C ommand Sysicm
PARCE . The srme Tactzal © ommiund and Contra? Svater (VYOS will mterta, wath
FIOR2 mio andd under the umbrclia of ABCS. This inkage will provide a compleie
Rolistic. scamicss integration of the actical batke. The Foree XX Bank: Comnsand
Pngade and Below system provides digital connectivity from brgade to the weapon -
svstems. platform level, and is cutrently comprised of three general arca:. e ne

pachages known as “appligue”, which are procussing devices connecied 1o navigation
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devices and radios to provide prosessing and display capabilities to plattorms withow the
need for an embedded processor. Commaon sottware. hosted both on apphgue. and
embedded processors. that is interoperable with the €2 systems at brigade and abonve. The
"Tactical Internet”™. batticticld communication systeme are intemetied using commer sl
based Intemnet protocols currently available *ofl the shell™.

The FRONDY acquisition <irategy will support Foree NXT through the espoimontal
prosess.” The process is geared toward experimentation, with some voncurrent acquisition,
in mvder 1o guickh move the Army toward 1actical digitizatior. The Force X1 Banl
Command Brigade and Below Operational Reguiranents Document (FBCEY GRDy looks
berond current inferins offortz. such as TVTS and 13202, woward an obgectine 0 svstems for
ihe 21st century. ‘The cmphasis is on developing situational awareness at all sehelons.™
This comcept is designed e answer leader battleticld questions pertaming, te e force. the
eaeny, and the situaion "

In order L amswer these hasie questions the FBUN2 ORD establishes hunctional
reguirements for cach cchelon rom wquad threugh brigade. These tunctional requivements.
inciude the platfonns for cach uni, ftis impcm::ttf to describe the requirements tor the
systeme o e te understand the naturs of the capabilities of the Fovee NN digital imi: and
therr mplications for ladership. Highlights of the functional requirements for cach

echelom are sumimanized in the following tables

b}
.
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- Automatic position location and reporting.

- Digital map with graphics and hasty mapping products.

- Giraphical display of ra.fio act members and adjacent fricndly units,
- Display enemy locai, s,

- Linc-of-sight battlciiel¢ combat identification syvstem.

- Automated logistics and operational reports.

Table 1. SquadSection Platfor:n requirements.

Platoon Leader Sergeant functional requirements include the above, plys.
- Synchronize and control sub-elements.
- Create, send. and veceive text and graphics.
- Keeetve and consofidate status reponts.
- Calculate and display platoon center-of-mass (CON).

= Isplav COMs across the batticfickl. ncluding adiacent units.

Table 2. Platoon [eader Sergeant funclional requirements,

' Company_Commander functional requirements include the abosc, plus.

- Automatically receive, consolidate. and transmit platoon reports.

- Provide automated ngistics roll-up.

- Display COMs of CO TN adjacent BN TFs. CONs of all elements in
battalion: tash lorce.

- e —

s e e

Table 3. Company Commander functional requircments.

-
.

Banalion Copynander Junctional reguirements includs the above, plus,
= Provide aceese tn ABCS,
= Provide access 1o ATCCS 1o coordinate operations and suppon.
- Prowide a local arca networl, jor:
1. 2 wehicle (€°2V)
2. Tactical Operations Center (1OC°)
X, Combat and ficld trains

Tabie 4. Battalion Commander functional requirements.




« Provide access 1o all databises.
- Link directhy 1o both B2C2 (or its equivalent) and ATCCS -

*

Table 8. Brigade Commander funciional requirements.

There are other gencral tunctional requirements that FBCR2 users can anticipate  These
functional requirements are summarized in Table 6,

Gene B2 Functional Requirgments, '
- Transmit voice and data from the s platform without interfercnce.

- Automatically access multiple communications paths. :

- Uperate svstems that arc user fricndly. f

i - Uperate while on the move,
‘ = Aceess on fine. embeddud. or ofl-line iraining support pachages. ;
- use digital terrain dia and intelhigence dat into a graphic portraval of

1 the battlespace and situational awarencss. '’ '

Table 6. General FBCB2 |-unciional Reguirements.

The development of <ystems that have the capahilitics described above, will bring abont
a vast change in the way armies go about the business of war fighting.  What is aot so
ubvious 16 what thes: chunges maan e the war fighter ac leader.  The predommant
amaunt of conceptual worls concams heany mechanized or annor forces. 1 hese umts have
a higher veliance on technology and therelore will recene an mordinate degrec of the
benufits of digitiznion al the weheal lovel,

OF particular isnportance s the worl. beine done in conjunction with a numbyes of
institutions located at Fort knox. The Armor School s insttuted the Advanced
Wartighting Working Group (AWWG) 10 explore the meaning of digitizateon o il
battiefield. “This ad hoo commitice of subject matter experts. dosirine writers and
imerested others i< chaired by the Commandant of the Armor School.” The MNMeunted

Iatlespace Battle Laboratory has sponsored a number of \dvanced W artighting
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Experiments (AWE) in order to demonstrate nen digital technologies and gain valuabic
“hands on” experience with digitized capabifitics. A number of spectat tess (51 manais
preparcd the dectrinal ground tor the AWEs. The purpose of these ST is 10 providy
tactics. techniques and procedures., and a commion terminology basic h'.mn which th
digitized force conld operate. These special texts also provide insight as 1o how the Aty
envisions wtilizing digitat capabiliviee within Force XN A briet review of these: tests will
advance a practical understanding ot current digital svstems capabilities.
TACTICS, TRECHNIQUES AND PROCEINTRES FOR THE DIGITIZED TACHE "\
USRI
Arevien of curent special test matenial will provide a basis for completing a

determination of what capabitities the leader of 1omorrow will have: available at ihe tacheal
vt of war, This review will mesh tactics. techokques and procedures, CFT1Y for leaders
found in brigade and battalion fevel spocial 1exis which are currentiv avaitable for
mechamyzed units. The capabilitics discussed are in addition to the capabilitics normaliy
tound m non=cligital units. The digdized tactical unit lcader must be able 1 explois the
folloring eohanced capabilitics. "

1. kwhameed Command Control and ¢ ommimication ..

<. Fighis decisive tactical engagements. transitions (o other missions al an accelersied rate.

“omercased lethality due to technologica) superioniy,

de

- onduet deep. independent mancuver 10 achieve operational objectives

N

. Influence o greater volume of phvsical spice.

-~

». Provide lorce maodularity by tailoring its organizanonal structure.




7. bnhanced. precision movement and mancuer.
8. Enhanced force protection
Y. Versatile cmployment.

When developed. these requirements @t 1o a vast change in the enecution of wat
$eaders will be far more mformed about the environment and situation of their uni- and
the enemy. Therefore. the process of digitization will fead 1o a dramatic increase in thw
battlcficld situational awareness of all leaders.™ Cunently . Ay leadership docinne »
contained in a serics of manuals. the capstone of which is FAT22-10¢. The current
doctrinal Armyv Jeadership moded will prnide the graund sord. for exploring fwur.

leadershp comeepls.

L. Army Dectrinal Leadership Medel

Amy model of feadership must begm by defining leadarsing FNE22-100 detne:
feadurshp as. .
the provess ol influencing others (o accomplish the mission by providing pumpse.
dircetion. and motivation.!

Fiekt Manual serves 22 contains the army leadership maodel. OF the five manuals w the
senives, N 22-300 provides the doutringl *how (0 fead” m a direet, tacestoetace method '
This manual concentrates on an understanding ol 'Ecacim'ship at tactical fevels. (sng
histony ac @ guide. the M identifics cortain factors, principles. and competeniics. thi
ehleativg leaders have mastered in the past " There are lour leadership lactons: the bed.

the leader. the situation. and communications. The 11 principles of mmy kdesship e

i1



developed from this appreciation and study of hustory. Tahen fogether within the
framework of factors identificd by the arm. these provide a doctrmal druciu s lor amin
leadership cducation and training.  Within this framewort. the Army addresses lcadership
competencies and stvies which establish broad categories of acceptablc faader behavior®
Appendin A of FA 22-101 specifies nine fcadership competencies which provide a basis

lor leader development and assessment.

i. Communications

2. supenision

& leachimg and ¢ ounseling

de

- Soldier ‘Yeam Development

Ly

. Techmical and Tactical Proficicacy

Decsion Making

»

Manning
£ ae of Available Systeme

~prrofessional J.thics )

-
~

Faery leader exercises the competencies in diflerent ways and m avcordance 1o thow
ente smd positioni. As with the principles of leadership. the competencies can be tanght
through the three pillars of leader development: insttutiomal. operational. and scll-
development The application of leadersiup to specitic personaities 1 addressed m N
100, appendis B, leadership stvles. Historically. leadership theon identiticd n o distingt
feadurship stvles which operated on a continuum as cither aacrans o demacratic leador,

Phis concepiuslization tended 10 be static. assuming that leaders adopted a stvle that it

2




their personality and therefore used the same leadership stviz no matter what the siuauon
The tixed predetermination of Yeadership styvle is no longer accepted. The Ammy nov
comsiders a range of acceptable leadership stvles. FM 22-100. appendis B, addresses three
hasic styvles of military lcadership.
1. Dirccting - leaders tell subordinates what, who. where. how and when he wanis
something done. then closely supervises the accomplishment.
2. Partiespative - leadens invohve the subordinates in determining what to do and how to do
il. Leaders atill make the decisions.
3 Delegating - keaders delegate problem-solving and decision making to subordinates. !
The basie comeept underdving these militany lcadership styles is an understandmy that
leadership can be situational and that military leaders must be able to apply the appropriate
leadership stvle te each situaton. This demande an assessment of {actors of leadershp
mentioned carlier. coupled with the personal scll-understanding necessary 1o it the stvic
-with the particular situation. Much of the emphasis for this situational leadersinp generated
trom social - behavioral saience. The ammy adopied much of the work of kenneth H.
Blanchard. whose situational approach 1o managing people was very successtul in civilian
appheations.”  Subscquently, the army refined the situational leadership techniques nto
doctrmat apphications of a flexible nature. allowmg military lcaders the ahilin 1o match
persanality to situational leadership sivles. The FN specifies that in order to apply the
techniques of siruational leadership the keader must undurstand the factors of Jedership
which include himself, the soldiers in his command. and the situation.t” This menograph

dogs not explore the issue of whether these faclors and prmciples will change  Rather. the

13
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present rescarch will address the issie of what leadership concepis and skills must he addeid
10 the basi leadership madel 1o keep it viable through the present perind of vast chang..

‘This mo;icl of leadership has served the Army well for many years, Currently. there are
new ideas in leadership and organizational theory which must be allowed 10 rise to ti
awareness of the Army and its leadership. ‘The Anny states that it is o kearning
organization.  What does this mean fo teaders operating within the orpanization”” What w il
it mean o kaders who will operate digitally in a rapidly changing emvironment”! When
these ideas are fullv adopted what new concepts will replace or maodify the tradiiona
moxdel of leadership”

\\ hat 15 vital o any change m (he nature of leadership is an undersianding of the mpact
upm the leader's ability to provide pumose. direction and motivation.  These three aspects
of teadership detine the essence of good leadership. 1.caders who cannot provide these
thre: Jundamentale will not effcctively accomplish their assigned missic

v, .

TRADOC pmnphlet $25-3, Force NN Operations states:

Our Army also has recently changed ilsell 1o become a le:r'mng ovganization betler

sunted to the wide variety of requirements for service 10 nation in a much diflerom -
strategiv environment.*’

An evolution of army keadership s occurring in compunction with the technological
advances of recent vears, I many ways the changing environment. as well as the pace ol
change. has altered the way the Army thinks about leadership. This seems evident in new

Jeadership practices such as the sirsational leadershin maode! mentioned carlicr. Furthenng

the development and evolution of army leadership philosophics are the pronouncements by

14




semior army beaders that indicate the Anny is adopting a new way of analvang the
enmvronment. This new paradigm closely follows scientific advancements thyough an wver-
disciplinary methodology known as systems thinking,  Together. svstems thinking and
karning organization models are helping shape how the ammy keadership views fhe worki.
and the relationship of the army in the ever changing world security envitoniment.
Sigmiticantly. these concepts are creating new ideas of leadership and developing new
relationships between leaders and subordinates.
SYSTEMS THINKING. LEARNING ORGANIZATIONS and ¥)if¥i'§;§.{:¥§'i€ LAV

The st concept relevant 1 modem leadership is svstems thinking.  This ida is not
nev . hovever: it represents a true revolution m how individuals view cause and effeas
relationships. Further. it represents a unique method ot undenstanding and analyzing the
nwvironment.  Systems thinking isvolves establishing a new paradipm. a new world view.
The over-urching importance of becoming a systams thinker is critical o being a sucousstul
lcader in the fuure,

Systems thinking was populanzed in the 1960s by Ludwig von Bertalantfy with the

publication of Gig 5 Systems thinking involves looking at the

complete picture of events when determining cause and eliect. "The theory understands
that thuare exisis no true reductiontsm of cause ind eflect. apart troms the scientific
laboratory. There are many types of systems: open systems. closad systems. social
systems. ete. The hey point 10 understand is that svsiems exist within systams, and to
realize that each action taken by a leader has an clluct on some part of a svstem. often m

an unintended way, This in wm may cflect another pant of irelated svstem. Svstens
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thinking focuses on the relationships between the arrangemenis ol the vanous systems amd
sub-svstems that operate in the eovironment under analvsic

| .caming arganizations are organizations that are designed. equipped and struciured 100
learn at a ramd pace. They adapt. survive and grow within their environment in
maximizing the capabilities of all members. |.earning organizatioms are growth and suceess
oricnted.  Peter Senge developed the phrase “leaming osgimization™ to describe those
attributes he beliey ed were necessany tor an organization to become a truly emergent.
adaptable organization.  Senge wrote of five disciplines necded 1o be a leaming
organization: 1. personal mastery. 2. mental models. 3. team Jeaming. 4. shared vision.
5. systems thinking.* 1.carning organizations can only be understood within the contest of
systems (hinking.  Senge described the relitionship of the core disciplines to systems
thinking n the following way,

=4 stems thinking also necds the disciplines of building shared vision. mental models.
team Jearmmg. and personal masters to yealize its potenbal.™ Further he states. 1 call
systems thmhing the Lifth disaipline because it is the conceptual comerstone that underics
all of the leaming disciplines, ™

The tive disciplines of a leaming organization are defined by Senge as.
1. Personal Mastery - leaming 10 expand our persomal capacity to oreate the resulis we
méost desire. and creating an organizational environment which encouriges all tts members
10 develop themselves toward the goals and the pumases they choose.
2. Aental Models « retlecting upon. continually clarifying. and improving our intemal
pictures of the world. and secing how they shape our actions and decisions,

3. Shared Vision - buikiing a scnse of commitment in a group. by developing shared
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images of the future we seek o create. and the principles and guiding practices by whch
ss‘e hope 1o get there.

4. Team Leaming - transiorming conversational 'ami vollective thinhmg shills. so thai
groups of people can reliably develop intelligence and ability greater than the sum
inclividual members’ talenis ¥ .

5. Systems Thinking - lcaming organizations cannot eflectively operaie untess the
organization understimds and adheres © systems thinkmg. Systems thmhmg i the ahilin 1o
understand all the inter-related components and systems that is involved in Sreating the
current situation. Further, 1t is an awareness of how these sustems may dynamicalhy
change over time. This change does not oceur in isolation. but happens in relabion (o ach
ol the systems in.operation. Systems thinking megrates the tour other disciplimes mio a
wherent body of theony and practice.”

Fo be effcetive ina lcaming ovpanization the feade must adopt a new concephun of
leadership. }.caders must move bevond traditional roles and create leaming organizatons
where they ane destigners. stewards and 1cachers who mpan dircction. puvpose and
motivation.

in a keammg organization the leader designs the orgamzational structure 1 Ghe
advantage of the mherent capabilitics of the entive orgamization. Thes process myolve 4
integrating the tive disciplines in order 1o gain a syncrgstic eflect within the organization.
The leader designs the organization in accordimee with its vision. values and purpose.
‘Thus. the organization develops direction and can accomplish any wmission within a lcaming

comfext
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The keaders oi'lcarning organization must be stewards.  They perceive the pumise ol the
organization an.d guidy it toward goal accomplishment. These leaders understand 1.
deeper meaning ot why' the organization exists and loward what ends the orgamzation
should move. ™ | .

Lastly. the leader of a lcaming organization should be a teacher. 1 caching concerns
helping mdividuals to kiam how to leam. and empowering them o understand and cop
| with reality. Leaders must iach systems thinking coupled with an understanding of the !
purpose of the erganization or mission. The ability 1o impart the "how™ ind the “win™ of
the organization motivates soldiers (0 lcam and do whike unlcashing the creative iension
needed 1o encrgize the orgamization.”

Thesc disciplines. and the leaming organizations they undertic. are bound in an
emirominent more comples than ever known in the history of mankind. Indeed. mankind
SOMINUCS to Sreate information that overwhelms the ability of any one man manage. In
creating such a comples environment man must develop a means 0 make sense o of the
spvaronment and Gich particular situation that arises. <omplexity can easii;\' undermune
confidence and responsibility . Systems thinking is an antidote to the complexiny tha
engults army feaders. 1t provides a methadology to see and understand the environment
and the rlationships that exist between the comples systems operating in dynami Jashion
throughout the battlespace. 1.carning organizations allow leaders 1o overcome complexity
by giving leaders a method 1o adapt and grow within the dynamic. complex emvironment of
combat. [.caming organization theory is one of the hey ingredients lor baltlelicld suceoss.

The digitized hardware of Force XNI will equip the leader with capabilines that will
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facilitate lcaming organization processes. Digitization will help ereate the conditions Loy
successful leamning organizations by creating viable svatems. These svstems will enabl. thy
leader to share and process information thereby giving leaders a valuable ol o use in
deabng with the comples enmvironment. This im rum will reduce amivguin and confusion
through vnhanced situational awareness. An example of how these sistems may operate o
maintam system viabiliny follows.

Before a umit engages in a mission in combat. most il not all of the unit leadership has a
common understanding of the sination. Alter the start of the mission the number of
mdlividual Jeadurs with o commaon understanding of the situation is reducad over time and
degraded by tempo and casualties. The effect of this process s that longer operations
wonducicd at higher tempos result in Jewer leaders with a common situational awareness.

This process is represemed in gure 1.7

# leaders with
onderstanding
of the Slope of the
stmation. line §
by wopo.
LD Time~

Figure 1,
Ingitization will provent
the degradation ol leader common situational understanding by allowing Teaders at all levels

to cmtinuousiy share information Therctore, digitization should wenl, to reduce the stope
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of the line induced by tempo. casualues and time.  Fuother. it unusual circumstances
prevent leaders from mamtaining a relevant common picture of the battieficld. digtizanin
provides a methodology (0 quickly recomprehend the unit situation. This tvpe of

information sharing has the capability (o provide 1or the generative and adapiive:

components which are a requitement of growth oriented leaming organizations. 1 ogether.

digitization and leamming, organization themy will meld to provide o winming tramework. Jie
leadership in Force XXI. There are other concepts which are relevant 1o the development
of an evohving leadership model.

ADDITIONAI THEORETIC AL CONCEPTS.

A recently published aruclke placed the army within the coniext of o lcaming'
orgamnization. C'olonel Herbert Harback and Colonel Ulich Keller identificd tour
componenis of the new environme=t within which army leaming organizations will
operatc ‘The compements oo - 1. ambiguitv, X complesity. 3. speed. $.orgamzational
Jhange” These i ar-related components will require anmy leaders 10 acquire shills that
will albows him g operate efiectivels within this dynamic environment. “The aothors
devcdop sour clements required ol a successiul leaming leader:

1. o leaming philosophy which includes how (o leam continionsiv,

2. group dynamics. which includes undersianding and wilizing the group lor gencrative
growth and feaming,

3. professional development which recognizes multiple deselopmental paths

4. syathetic theater of fearning (ST0O1.) which captures greater meaning than the (hreg

traditional pillars of leader development. Ginstitutional. operational. selt) 1o expand the
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definition and concentrate on the intellecrual development of the leader.”

Army leaders of the huture will operate in dynamic. comples environments whery th,
ability to leam will be as imporntant as the actual individual lessons. Foree XX kaders will
face situations where their ability 10 anpart puipose. motivation and dircction wilt b
challenged in unique wavs. duc to the nanwe of this changing environment.  The uture ‘
lkeadership modet must comain all the elements of systems thinking and leaming
organizations to obtain the utmost from the vrgamzation.  These concepts will allow the
army (o reap the benefits ot quality sokdiers operating enhanced combat systems it bmgue.
haghly adaptne. tlesible, orgamzations.

The Battle ¢ ‘ommand Battle Laboratory recently provided a ghmpse of future chanpes m
leadershp in a bricling tithed, “The Evolution of Anny Leadership”.  This meresting
document discusses how a future feaders stock of tacit knoledge may be more important
than his stock of explicit now ledge. ™ Movcuver, leaders shills and abilies will be more
conceptual or cognitive than mechanical.  The bricling compares the old 1o new amn
leadership paradigm using the nine leadership competencics as a guide. while deseribing the
specific dillorences in o digmzed unit apart from 3 conventionalhy caquipped unit Some of
the data considers the etlect o) digitzation upon leadership.  The tollowing table highlights

a few hey eonsidetations by feadarship competency,
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EVOLUTION OF ARMY LEADERSHIP FROM OLD TO NEW PARADIGN

' COMPETENCY 1 OLD NTW
Communications Push to talk FAi Watch and hisien dionai

Send and receive information Assimilate information
Lincar. stovepipe. hicrarchical  Multi-direenimian. cchelin

‘Technical and Tactical Spectalist Cieneralist
Proficiency Mechamical skills Caognitive stills
Rnowlcdge and comprehension  Synthesis and evaluation kvl
level
Lise of Available Systems  \pply known technigues Develop and apphy technigues
Decision Makang Suatic frame of reforence Panamic frame of rederan,:
Reacove, adapine Proacuve, imnovaing
\inimize rish. Masanize opportumn
Analvtical decision making Recogmiion prmed

decision makmy:

While the assumpiion is that basic leadership will not change. the tabl llusiraies the specilic
ditterences tn a few of the many leademship competencies. The bricting contained many ~ther
spectfic examples of change n leader shills. The .eumm'ar}' shide proposed a concept called the
feurping beader.  The leuming leadir would be flexible. versatile, adaptable and innovative.
Cireat leaders have alwas s inconporated many of these talemis into thewr eadership philosophics.
he ewnerging docwinal witings merely posit o change in influence or substance between the
vanous gualiics of effcctive leadersinp.

Tovoughout emerging doctrinal publications there exists a trend w ard inaintaining a human
dimenion to leadership. A decidedly main topic of FAT 22-102, Command initial dratty s the
«onsideration of the human dimension on the ability 1o get soldiers into the fight." The
manual asserts that moral authonity is the most effective means to exercise command and
leadership.” Further. ladership is determined to be a projection of personafity. character and




essentiallv creative in nature.® This draft manuel also provides a more refined and dewilid
definition of leadership.

1 cadership is the process. through direct or indirect means. of milucnsing others 1o
accomplish the mission by providing resources. pumase. dircction and motivatien and of
crealing the conditions for sustamed organizational success. It ivolves the commander's abilin
to impart his vision of success...”

‘The direction and impetus of these new sources of thought is clear. The Army s moving the
nesus or halance of leadership and command away from a strict scientific application of
knowledge towards a more creatne. intuitive process which emphasizes the humim dimension
of battle. Claucewit/ called the development of genius. "y farmeonzon combiian & &2
viements*.” The combination of clements he would have called genits. the Anny nonmally
associates with miuition. The Anmy trics 1o instil] these clements thvough o combinanon of
raining and cducation.  Luaders must operate on many levels of thought and achion combining
vanous skills and methods to ensure mission success

I'uture Army leaders must apply science through the window of human interaction and
cognition  The development of soimd leaders and decision moakers will rest om the
understanding of the full range of miitary possibilitics in any sifuason.  intuition mas hold the
key o unlocking mam of these possibilitios, TIAIOC pamphlet £28.20061 detines intuition
as. “the abilty to demonsirate immuediate cogmition without evident rational thought and
micrence  Jis i fact bom trom the range of expeniences and reflections upon simikn
owstirrences by the vommander in the course of his development as a leader™®. This emphasis
on dynamic. intuitive leadership seems counter-intuitne in an era of advancing technology and
robust communications.

Yet. it is in the midst of such rapid and Lar reaching change that challenges to traditional
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detinitions of leadership principles abound.  Amenica has long enjored a love allair with hugn
technology in warfare, and this ;elatim%hip nfluences how Amencans approach war making.
This materialistic focus occasionally works 1o over-emphasize technological scientific advances
over the human aspect and its impm\tmcr.n."‘ A netw philosophy is called 1or. ome that
reestablishes the art form of leadership. not in contravention o sciemific and wehnological
advance. but in harmony: with progress. ™

Emerging Ay doctrine appears 1o 1icognize the danger of emphasizing technology over
people. Not only i the Ann: determined not 1o fall prev o a de-emphasis of ite greatest assei
ipeoplel. it would appear the Anny is Irving to re-establish a balance between science and the
human dimension of warfave.  TRAIOC pamphiet $25-200-1 continues o discussion ot the
mportance of good lcadership by stating, “Leaders are the main source of will..... leaders are
first solders: they must know and understand theh subordinates. They must shiare thon
soldiens concerns, Jeel thear pain. understand their pride... 1cadens build trust and 1camwork...
beaders inspive and dvect forces and resources tovard o puposetul end... providmg the vickon
that both Tocuses and antivipates kuture courses of action.™" Competent keadership is a
absolute. necessimy. precondition for success on the battleticld of tomaorron . Nevone knows
enactiv what the tuture may hold Tor Anny leadership. However, o close exammation ol
history on specific events in the past may provide clues inte the futoreAn examimation of ihe
lile ol a great leader in Amenican history may help guide the process ol developing wimeapts
Jow future leadership in the digitized leaning orgamzation,
Sl'l‘fl‘.«.i BU1L.

Sutng Bull is a legendary figure in American tolMore. For many years the poputiar press
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pilloricd the Sioux chiet as a heathen bent on Killing white settlers and prevenung the wesiom
expansion of the country. Omly recenthy have historians come 1o bnow more of the complote
picture that surrounds the battle of Little Bighom and the events that led up to that Eatelul day
Emmett C. Murphy has analvzed Sitting Bull and the events lcading up te the Little Yhghom ™
in his analysis Murphy  describes Teatures common (o great keaders. which he calls beroic

adership.  Murphy understands thar many principles of icadership are imeless urther. the
analysis is conducted within a svstems thinking iramework. considenng the environmental and
situational context in which the participants operated. The theory of hevore feadership i sctm
the realm and comditions of a learning organization.

Sitting Bull united the tribes of the Southwest in o common effort agamst a poweriul amnd
cunming log. Like any unit in battle the tribes were by nature. individualistic and pronc to
disagreenwent in ther changimg and ambipuous. environment. The efieet of Sitting Bull's
feadership of the vanous gibes was o create o dynamic (cinn with mamy of the s.m
charactenstics of 4 leamimg organization. Ssnuny Bull used concepts simitar 1o the technigues
of learmnmg mgani?ﬁﬁans 10 unite the tribes of the southwest.  Murphy uses these coneepts to
deseribe herote feadership  In developing the theorny of heroie leadership Murphy tinds thirteen
traits common to heroiv kaaders which proveed through three phases of action.”*

In phase ome the leader assemblec and micprate forces. During thic phase leaders oreae
commitment. build trust. merease power, live the experience of their people. are healers and
communicats on many levels.*! Leaders can accomplish thew tashs by incorporating the train
of a kaming lcader. Developing personal mastery and sharing a common vision 15 hoy fo

creating comminnent and building trust  Tcam femming s factlitated thraugh living the



experience of the people and communicating on many levels. Developing rich. robust mental
maodceks increase personal power and assist in team and personal healing.

In phase two. heroic leaders project and apply the power of their assembled forces by
thinking strategically. respecting the competition. redelining the rules of battle. knowmg the
terrain and “rightsizing” their torces.' These dvnamics are central to lcarning organizations.
The concepts relatimg, to understanding the situation. the enemy and yourselt are timeless
kadership principies.  Anvone famihiar with military history' will recognize Sun Tzu in thws
advice,

Finally. kaders must adjust their strategy through crisis management and cvaluation by
wekcoming cnisis and measuring results.™  This allows leaders to anticipate probleme. take
charge of crisis situations and lcam trom the process.  Additionally. leaders leam by measuring,
resulis and usmg the feedhack process 1o share results with the team. The process s one of
growth and accomplishment. The concept of heroic kadership is consistent with traditional
Arny comeepts of leadership and with the development of lewming orpanizations.

\ :rshi igitiy ( izations.

N K-S siates,

The most essential dynamic of combat power is competent ollicer and
noncommssioned officer leadership. T.eaders inspire soldiers with the
will to win. ‘They provide purpose. dircetion, and motivation in combat.”

(iiven the digital emvironment and the evolutionary leadership made) presented. what chamge
in lcadership result from these influences. How will these changes impact the commanders
abilinn 10 provide purpose. direction and motivation 1o the digitized Searming organization n

cnnhat”!
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First. the development of systems thinking is parumount if leaders are 1o master the
techniques of cither theary. Leadirs must he able 1o see their environment in it 1otabits 10
Just as reductionist picces and parts.  Digital hardware will assist the kader 10 acam;pksh ths
Second. leaders must have extensive personal mastery of tactical and 1cchnical methindeom
order 10 eflect their decisions. Third. there must exist a development process of nich. .
claborate. mental. madels capable of providing the background of knowledee necded -
understand the situation.  TFourth. leaders must develop combat teams which grow through
team learning i"ifth, leaders must develop a shared digitized vision with theh subordmates and
allosy them the latitude and authority 1o execute the plan within their intent. Lastis. Anny
leaders must accomphish the above within the context of heroic leadership.

Betore a leader is able 1o ake advimtage of the changes in future warlare that digitization
and lcammg, orgamization theomy present. the teader must hecome a systeme thinker. Syetems
thinking is the tramework upon whicty a new paradigm ol leadership is built. Digitization s the
hardware that will provide the capabilin 1o fully integrate svatems thinking.  The abiliy 1o seq
the whale situation and undersiand it reliionship over time is of paramount mportance 1o
leaders Without systems thinking the othey disciplines of o leaming apanization becom: loss
in unmagmans ¢ reductionism. |

Lviklers must be svstems thinkers in order 0 understand the citeer digiizaion will bave on
their argamization. its people: and their missions,  Systems thinking provides the hasis for
micprating digitization into the mgauimﬁcm and will facilitate the evolution of ladership by

providing the intelleciual acumen necessary 1o provide purpose. divection and maotivation.
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PERSONAL MASTERY.

The digitized leader will have 10 master many new shills in order (o hg etlective on the
battletield of ommyon. | is axiomatic that leaders must comtinue to be tactically and
iechnically proficient. However. in the digitized units of Force X1 leaders need to take the
competency of technical mastery fo new levels. Of eritical imponance is developing a
-complete mastery of computers and an understanding of the processes by which thev work.
such mastery will set a firm cxample for the troops to Joflow  Just like any other svstem the
army has emploved in the past leaders must understand the system in order to make inelligent
decisume concerning s usc.

Mastery of computers and the related command and control processes provides treedom for
the feader w visit subordinates. Not being tied down to the computer gives leadere the
advantage of tace-w-face communication with key subordinates. and the abiliny 10 provide the
vritical clement of combat power-leadership at the critical time and place.” Fusther, a
commander on the scene understands the human dimension of battle.  The soldier’s spirit and
will 10 win are Jost in the computer progessed displays. “The commander’s personal presence
on the barticficld is essential (or inspiring and motivating soldiers especially during combat.*
Persmal masicry allinve leaders to he with their subordinates in fime of crisic and suceuse
Sharing personal experivnies with subordinates helps leadens develop a heightened awarencess
level of the raalitice of combat. Thic provides an mportant. additional perspechve Srom which
to understand the chleet of battle upon their sokbicrs. 8.)...A. Marshall expressed this concept
best when he offered the idea that the froni ix only understood through the eves and mmae. of

the men who light there, Further, soldiers at the Jront know that o leader wha is physicaliv
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present will understand their tactical problems and do all he can 10 help solve them.!

‘The aspect of computer personal mastery must permeate the leadars tramng progam. Th,
shills of computerized digital command and control may be relatively pes fable. requinng
constant practice.® Therefore. the eflective future leader will have to master the computer
processes i:;: uses. and will have to continue to practicing his skills in order 0 remain “currem”.
Bevond technical competence and shills. personal mastery means understinding what 1=
important and includes learning 10 understand cunrent realitics.” Personal masteny is a nvpe ol
haschine capahility of knowledge and thaught which must exist in order to enpenience hurthar
kader growth and cultivate an organizational Jlimate vonducive 1o cxpansive k.smfiﬁg.*"

| eaders must develop personal mastery of computers in order to have the tme 1o evorose
reflective thought.  Reflective thought and imtrospection are mental processes thy leader uses o
develop expertise  Synthesis and integration of information are the underlymy processes the
leader uses 10 fvarn and increase their level of expertise.” In order to “see the big picturc™
keaders must fave the fime 1o remenve themselves from the detailed complexity of rimning the
organization. 1 vtailed complexits is all the mlonmation available on o given subjoct at a given
ime.”  This period of reflestive thought allow s the leader time to analvze the emvisonment
and place available information in terms ol d}ttémw complentty which has tume and space as
mpredionts. € ause and eHect are not casily recopnized and the elivat of a feader's actions ovi
ume are not vhvious.” Undersianding in an envirorsnent of dynamie complexity requises a
leadey 10 take the time 1o think. about the situation. Without personal masieny Ioaders will b

forever lost in the detailed complesty of the situation.
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AMENTAL MODELS.

Much has been witien concemning the need for leaders o exercise thelr miuithe sense on the
battletield.” What is intuition and how does it work 1o mahe lcaders more cBectivy in combat?
How 1s 1t that some leaders just “know® thﬁ right answers or the proper thing 10 do. or the right
question 10 ash? Nfuch of these answvers rest fn 3 concept centered around how expertise
developed and the knowledge that some exceplional leaders scem o possess.

I zaders must develop elaborate mental models (some rescarch reter 1o frames of refaencel.
in order to equip themselves with the mental tools necessary 1o cope with comples. dvnamie,
ambignous situations.” ) caders must lormulate these claborate mental modcds as pant ot
developing the expertise necded 1o bevomy effuctive as commanders.” As keaders experience
and leam within a particular knowledge domain they develop rich. comples. elabwwate mental
models (o organize. store and usy large amounts of data.” Ty lvader on future hattleticlds
will have tremendous mformation gathering capabilities.  This will improve hie abiliny (e
visushze the lcarming organtzation in combat. However, this increase in intormation will not
chiminate ambiguity or uncenaint..” The claborate memal madels provide the leader the
mintal tools which help them deal with muliiple mierpretations ol data and contliciing repors,
Therclore, expert leaders e more adaptable (o new and uncertain civcumstances than
individuals without these apablities.™  Leadens with rich mental models may by able
quichty discem paticrns m scemmgly unvelated mdormation that ar unreeognizable to other
mdividuals. The mental madel process is part of the cognitive development of intuition in the
eftestive leamning leader. ‘There are other factors which work, with the developmient of

claborale mental models.
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Leaders must understand how they think about a problem in order to understand it they ary
“on track” in problem soling.  Expert leaders possess a quality known ac metacoenition.  Fin.
quality is the ability 1o monitor one’s own thinking. choose the appropriate problem sohang
approach or adapt an existing approach 1o the unique situation.™ These metacognition skills
are vajuable 10 leaders when deviding (o trust their intuition.”

A related concept to the development of intuition i< “tacit knowledge”™. Tacit knewledge has
three characteristic features: it is procedural. tahing the form of "knowing how ™, it is
mstrumental ts goal attamment. and it is acquired with little help from other poople. Tacit
hnowledgs: otten is unknown fo the user, or poorh understood relative 1o i anportance.  Fhis
trait is mportant hecause it hebps leaders adapt 10, select and shape behavior 1o the
environment. ™

ental models. imetacognition and tacit knowledge arc all part of the mielicenaal
development necessary for Forge XX1 leaders. The ahiliny 1o apply the "art™ of leadership on
the uncertain battlefickl of the future Jemands leaders who can creatively use thetr Lorees and
solchers 10 meet the enemy in the mestintelligent and pumpaoseful methad avaifuble  They ma
understand the holistic s3stvins approach 10 apply complete and scamiless creative icadership.
Cmly feaders who develop these shills 1o a high degree of yolmement will be abde 1o impart the
proper purpose and dircenon for their force and thereby dominate the tuture light.

Whatever the underiving cogmitive process. what will leaders use these stk 1o accomplish?
A someept related (o the development of mental models. is the cognitive process leaders utilize
shen exercising theiv reasoming shills or mtuition fo adklress a problem. stuation o deciaon

Specitically. how do leadems use their cognitive skills to adjust 10 and make sense of thor
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wilividuals and their emvironment.”™ A simple model of how feaders make use of the cognitne

processes can be visualized as:

t.cadership

Leader o ' e e e e

_— L e pP‘.cdicts"

Iterative cycle

-

CoAdBpS' L Eavironmeent

. ceam. st n - Gemar -

Cioals

Figure 2.

he model demonstrates the ability of feaders to predict the conditions of their environment
in the context of goal sething, within thetr understanding of the emvironment. I ambiguous
and compien combat environments forecasting may be a more accurate deseription of the
abilinv of lcmk;ts to anticipate Juture requirements. The lcader then adapts himselt and the
organization 1o his lorecast, In this way the leader can understand and provide purpose tor the
organization  Visualizing the tuture fight is a critical requirement ofien mentioned in dociringl
literature.™ Thi process oceurs concurrently with feedback Lrom the covisonment and analysis
of the situation. This pracess is an sierative. dynamic. predictive adaptive cyele which
continues indefinitely throughout the term of the event. or until goals are reached.™ For

information age feaders. the model provides an ability 10 dominate a battleficld situation
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beeause it promotes quicher adaption and prediction times.  This capability is facilitaied b
faster information via dignal processes. When coupled with feaders whe can make use of th,
miormation. this will allow leaders at all levels to operate within the decision evales ol e
opponents. This process will assist leaders in providing direction for thar orgamzanon.
TEAM ] EARNING.

Leaders must set the conditions tor the generative growth of individuals and idcas within
leaming ovganization by enercismg tcam leaming. ] cam learning alloavs the very wst taients
and abilities within individuals to come (o the surface.” The Ammy is made up of a vanen of
organizations  Fach mdnidual umit can be thought of as a wam. Together. the amm conast:
of a system of teams. bound together by organization. mission or situation. J.caders inust
understand how 1o create conditions which exact the most from these teams. Providing the
sonditions for successtul team leaming helps acoomplish this goal. How does a teader then set
the conditions for creative team leaming and the generative growth of the soldiers in the team.
which in twmn provide purpose. dircction and motivahion?

1. Instill trust and confidence 'ihi%-‘ tacer of good leadership has been a reguirement of
suceesstul feaders Jor coms. The leader as commander must permeate his will throughowt the
organization.” The leader sccomplishes this through the development of trudt and confidence.
However, i the chgpitized era the concept of rust and confidence will the on a ditierent
dmenwion, 1. James Schacider postulated the theory of the empty battleticld to demonstraie
how the effects of technology and doctrine were dispersing troops on the battieficld.™ This led
to n cleercase in moral cohesion. Digitized units will be able 1o becimie even more dispersed
duc the C3 capability of these units.” Trust must span the distance between sokbicrs in order

-
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fur the individuals to operate as an ctfective wam. Therelore, sc:idivrs must trust tise ciaiial
svstems as well as the leaders using them.® Trust and condidenay is mitielly duill througy it -
personal contact between Jeaders and subordinates.* The training & unit reseives pror to
combat provides the base upon which irust and confidence are budt.®  Adter combat is jonad.
wust is maintained or clevated through mutually shared experiences.

The eyt integration of replacements and the maintenance of established relationships may
lic in the cltectiveness of the Icadcr.s inter-personal skilis, 1eaders will rely on implicit and
exphizit communications 1o convey their message. fmplicit information i faster and mane
eflcotive than eaplicit information.” However. in order to be eltoctive with implicyt
communicaions the commumication must be based in o shared understanding of the context
and comtent of the message.  This is not always possible with new soldicrs. Therctor. the
teader must demonstrate efletiv, imer-personal <kills 1o inteprate the ness soldwr withm the
thow of implicit communicatons.

‘T he provess of information Hlow and ctfective communicatios includes more than the ability
10 simply pass data. 1eaders must be abk: 16 judgy the emotional and psveholngical state of
their soldiers. Prescatly. tactical digital systems do nof provide a methodology for iranslerming
thic imporant aspzct of commmication. Therclore. voice FALoF face In face communication
remains the only way 10 pass non-verbal intormation. 1.eaders must look in the eves. or hear
the voice. of subordinates p critical sitvations.” The ability to transmit vaviots. forms o
communication. (including voics and inter-persanaly was a important picce of the
commumicatione plan durme Advimced Wartighting b xpariment (AWT) "Focused Daspatch”

f he communications plan providud the specitic times when messages would by sent digitai or
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voice.  Any time a subordinate came inio contact with the enemy or a eritical situation

developed the message traffic wasvia voice. The reason was twe-fold. First vores watfi. v
FM is currently faster than digital. Second. the commander wanted 1o hear the voice of his
subordinate to listen for non-verhal chcs.*;’ Further. the tmmediate response of A voles
allows the leader to maintain frust and confidence. TRADOC Pam 325200001 states ih\;'
matier succincth: "A soldier's spirit and will to win arc lost in the computer progossad
displays”.™ ‘Trust and vontidence are key componcents of motivation in soldies.

2. Allow Jor penerative development by empow ering subordinates. Subordinates and feadar-
must be able o share ideas and concepts in a wav mutualhy bencfictal. Seage in s book. The
Fitth Disgipling . discusses the use of twe fvpes of communication. discussion and dialog
Discussion is occurring when the subject to be analyzed is dissected brom ditlerent points ol
view with onc or mers presitions determined 1o b correst or supenior. Dialog occtns when the
particpants collectively worh to aceess u larger meaning. providing a tiee flow of ideas and
meve g greates capacity 1o lkam.* Soldiers understand ther. are many occasions when
discussion musi place. Soldiers also hnow that sometimies purely one way conversations will
oventt. However, there s a iy and place or dialog within the oy, Whon amalvang
problem or c%mir:mt;:é with o situasion the loader must rust in §ii!; subiwdinate (o help devise a
sofubon. Soldiery who beheve they are an intsepal pant of the organization will partiipate fuli
n the exesution of the mission.

Ingital systems must be designed that anlow 1o the empowerment of subordinates,  Systems
that mesh audie ‘\iih video capahility offer the most promise. @ urrent digitad systeme., such as

those wiilized during AWES Dessert Hammer and Focused Dispateh. may work 1o deny

e — s - ——

ADA309710



important information from the leader in terms of non-verbal inlormation and psychological
indicators.”” Current digatal svstems require a high proportion of inferface conducimg “hous
heeping” tasks. The systems are vers complen. but are not necessarily cass to use.  Lhe result
is leaders and soldiers o spend precious time and cnergy managing the compurer In th,
future. computer systems must become sophisticaled versus complex.  Sophssticated computes
syvstems Wil be easy 1o use. casy to manage and‘ will incorporate pull type dats Thie
devetopmen: will free the keader 1o spend time using his creative processes in other ways, ™
Vurther. sophisticated computers will empower subordinates 1o think by expandmg an¢
assisting the creatiwe provess.  Eventually. computers will promote generatne idea shanng
thvougzh inter trs active use.

3. Leaders at all levels should allow maximum frecdom of action lor subordinates to
aceomplish their nussione. Digitat svsiems offer tremendous oppontunitics for fcaders te
SUIRTAt: an aecurate situational picture of the battefield.! Leaders should not use thes
systems to pre-cmps the command or keadership prerogatives of subordmates. ™ Envar-
superasion San damage command chimate. Further. leaders swho misuse digitized cquipmient
could Tose the necessary interpersonal contact mentioned cather.™ This development vould
han e @ negative unpact upen moativation. There may be important inlormation available 1o the
subordinate. not accessible (o the higher leader, which impacts futinge decisions. Incveanced
situational awareness docs not eyual perfect situational awareness. Uil it docs. nyission-
oriented subordinate exeeution of centratly planned orders will vemain central 1= armm cthes

The anny believes in the concept of mission-oriented orders. Mission-orientcd orders were

generall adopted from the Gemman concept of Auluaestakiil. The basic concept beng 1
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empower subordinates to accomplish missiuns within their capabilits. by means of thawr own
choosing. within the intent of the commander.™ The process of missiop-onientud orders works
1o develop subordinate responsibility. Empowerment ol subordinates is a hev concept hehind
developing team lcaming. Empowering subordimates increases thew desire and capabilits 1o
lcam. leam plavers must understand that they make a ditference in the organization and arg
not simphy casily discardsd spokes m the wheel Truh denamic team laming i not just
“groupthink”. imir a genuine leaming advance for every individual in the group.”  Further. team
learning i« & necessary clement in the {fcs'einpmm! of purpose and direction Jor the
arganizanon.

SHARFD VIS,

Shared vision s 2 creative process which scehs 10 answer the question “what doce the
urganization want 1o create™”" Al the tactival level this concept ha utility in an
organizationad sense and in a tactical mission sense Shared vision means allewing leaders
i work together to develop a vision lor the organization that every member belicves in
Alkwme for the contribution of all members in developing the shared vision will promote o
vested imterest on the pant of cach in the accomplishment of the organizational geals. “This
provides focus. energy and purpose or the organization.'™ Thic process. also supports the
development of organizational dircetion.  Vision is the glue that binds individuals to cach
other, 1o the organization. and 1o the personal and organizational goate that cach are irving
w achieve. Digitization is the catalyst that helps solidify the glung process. Fuither.
digitizaten will provide keaders the ability 10 keep the soldiers in their organization wath 3

sommon undersanding of the situation. (see figure 1), .\ common understanding will
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prinide a sharp focus toward organizational \:1'»:105.

Vision for the tactical leader ax commander means developing a peoper end stale,
undersianding the nature of the operation. and the purpose of the operation as 3 whole.
These are the clements which comprise the commander's intent. The commandar's intent
is time or event specitic. but operates (o guide the unit loward mission accomphishment n
much the .samc way as shared vision dees for the organdzation. The result is a sense of
purpose lor the organization and a sense of direction Jor its members. In a lcamning
organization. Army leaders must bz proficient at developing hoth types of vision.
HEROIC LEADERSHIP.

The US amw s an organization that exisix to fight in combat and win wars. Because of
this tequivement the Army ax im organization will by similar. but never identical to civiban
organizations in the standards it has for lcadership. The Amoy kader must maintain the
highest levels i professwmal competence and personal commritment. In business, peophe
i not nommally die because of the decisions of its lcadership. I the Armiy. death. sacrilice
and lovaly are componente of the envirenment the Anmy kader must understand.  1he
Army deidet face situations where they order subordinates into harms way. |t is essential
that the Jeader understind the dynamics and the personal nature of this problem. Yy
leaders must make it clear that there exists a sense of pumose and meaning to the decison,
Soldicrs want 10 hear thetr commandeye voice or semse his presence betore commutting 1o
hatthe. The advances in digital communications do not alwvays allow Lo the complete
communication needed y ladurs. “The following passage by the ccm\m:mdc‘: of the

pattabon that conducted AWL “Focus Dispatch” demonstrates this aspect of heroe
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leadership.

“Onders (o units that yequire people to go kil other peoplc must be made by
voice... Platoon kaders want 1o hear thew commuanders votce...ontical intormation must «ill
be face 1o face, or by voice i order 10 leel the sivuation. ™™ '

it is because of the unique envionment withes widch Aney Yeaders operats that hero,
leadershap is cssential. ' he hervic leader undenstands the effect of batile upon his soldiers
and the systcn;s they operate. Further. the heroic leader hnows that hattlz influcnces cven
system that comes mto its domain. Intuition and experience bring insight which the Anm
leader must usy (o the aéwntag:' of the orgarization and particulardy the soldiers fighting w
survive as a part of the onganization. The Army keader must go bevond the designer.
steward. tcacher components of the lvaming organization leader. The Army leader must
imbuc the traits of hervic leadership that propellcd Sitting Bull to greatness. The heroic
leader will provide pumose. dircetion and most important during the fight. motivatien fov

the soldiers and the organization.

V1. Implications for Leudzr Dovclopment wid Training
Today and in the future leadership will depend on its educationat and mtelicctual
foundation more than ever betore. Lor the feader 1ailurs 1o think becomes a failuse o
kead.'™ In order 1o prepare Army leaders 1o be effectve as o keader in the digitized Foree
NXTof tomorow the Army must start traning these leadens today.  The future battalion
and brigade commandirs $or the Amy in the vear 2010 are currently first Beutenants and
caplains.'® These luture kaders are lcaming how 1o kead and command via the expericney

and cducation they ave seceiving nen “Thic paper points we o numbwr of implications Jor
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the traming of Suturc leaders who will lead digital lcarning organizations in combat

1. Luaders at all levels must receive supenior instruction on the use of computers. Whit,
the youngest people in our society have had the most exposure 1o computers. that does not
autornatically mean that they will han e the proficiency required 10 master computa
processes. Much of these future training requirements could reside in the sell=devciopment
pil]ar of leader training
. Leaders must become systems thinkers. The development of systens thinking needs o
start with an understanding that this process is not automaticallv the providence of the mos
cducatcd or the most intuitively gifted. Currently. our system of militany cducation does
not davlop systems thinking." Developing svsiems thinking is imperative Jor providmg,
the leaders that can creatively leverage the dynamic leaming organizations of (the future.
The provess of 1eaching <ystiems thinkmg must begin cardy in the development of leaden
Laucation which siresses svstems concepts should stari al the entry fovel. Syvslems tinking
shoukd pormeats all se Juent educational and operational experiences.

3. Leaders must develop mental agility. overcising adaptive undemstanding and predictive
perception. These thought processes can e developed and exercised thn gh mentaliy
stimulating tramning that challenges feaders 10 quickly. vet comprehensinely provide answers
to hattichichd probleme. A simple eximiple may serve toilfusteate this concept

Current ficld raining exrcises and computer simulated exercises normally have the
tollowmg basse format - The unit leader receiver a misam. conducts decision making.
msues an order. and exceutes the mission.  1uring this process there may be a situation

change signiticant enough for the issuance of a 110G Fo stimubae mental lesiiling
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and agility. future traming events may by designed so that the basic mission changes
sometime prior 1o exccution. This will require the leadership 1o quickiy redesign the
operation. Further. during exceution. three or more situation changes requiring FRAGIOs
will stress the flexibility of the mitial order 4and the mental agiliny of the leadership. “Th,
answers do not always have to be "right”, it is the thought process which is imporiant.

Ervors in solution must be tolerated it the development of thought process is the goal
Further. working with sendor officers on a regular busis will assist the voung leader m
broadening his view. The semor officer s;mpenmt of teaching 1 mportant to developng
leaders in lvarning organizations. (omputer simulations which allow leaders 1o experience
a wide range of situations will provide insight inte the fcaders cognttive process Adding a
vanety ol levels of difficulty and ambiguity will heip tcach keaders how to deal with
complenan,

4 1xaders must thoroughiy understand mussion Hype orders. and the elicet ol superseding
subordinates by micro-managing  The leaming ongamizations of the future Army will take
tull advantage of decentralized excoution of contrally planned operations. ‘The live
disciplines of o learning organization are predicated on semior leaderchip allowing the
lcaming process o he place. This equires leadens who understand that decentratized
excution is not just o mission orientation. but a lcarning methodolopy  Further. missien
vpe orders are o engine of generative growth for sokliers and the organization (o which
they belong.

8. Leaders must have realistic and varied training experiences. This is an often delared

goal uf waming managerx. the question is. why this is important” Realistic and vaned
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raining experiences work o develop claborate mental models in leaders  1his 1 tum
assists the meorporation of tacit knowledg and intuition. Together, these abilities facilia,
the leaders decision making process. This development will cnable leaders 1o operate v

famibia circumstances or. in vaguc. ambiguous or new situations.,

VIL. Conclusion

The intemational and domestic secunity environment = replete with signs of rapid and
continuous change. Cione are the"good okd dave” when Army leaders could apph
dotrnal solutions 1 the predicied mass warlare of Central Furope. Today the Amn hav
no clear enemics. has scen an expansion of its traditional rokes. and can expect t tight as
power projection force with bttle warming, answhere in the world. Coupled with
maodermuZaton of cquipment. changes in doctrine. and changes in structurs, these
development abl point 1o 3 nev. Army far didleren trom that which exceuted the Guli War
only tour short yvears ago. “These mmense changes demand that \rmy {cadership make the
absoluts west out of available evetems  Further. now concepty and evolutions ol old idvas
will combing 10 ofler o mulitude of options lor channelizing and promating (he benclits of
new technology. Digtization and fearning organization conceps are fwo ideas that can
lundamentally assist Army leaders now. and in the century ahcad. Thew concepts must by
melded together for combat through new leadership.

| ngttizahon \yill otter many ady antages to leaders at alf levels. Of panticular imponance
will be the inzreaxe i acuity of situational awarencss  The ability 1 rapidle commumcaty

and share information will e a natural conscquence of digital development. | he loades




task hecomes i keamning how to use this technology 10 ¢xact evens possible benelit. while
remembering its imitations.

Many core Ammy belicts are inherent in a lcaming organization. The principles of \my
leadership and the émngetenci:s required of leaders will not fundamentally change . The
win concepts of decentralized execution of centralized plans and missien onented orders
are clearly compatible with leaming orgonization theory. The leuming organization leader
as desipner. steward and wacher 38 also understood in Army leader ethos. However. the
Army keader must also be a heroic leader if he or she it 10 provide the purposc, ducction
and motivation vital to success in the Army of the tuture.

With the advent of digitization 31 is a good time 1o mcorporate the concepts of leaming
organizations. The combination of digitization and lcaming organizations will fumish the
Army a decisive advantage over future enemies.  This combination will alse provide the
ramework for the growth and maturation of a whole new generation of leaders preparcd

and capable of feading the Amcrican Armyv it the 216 contuny
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siep proces. . 3

I. ¢ nderstand (hc surrent state of Sricndiv and enemy forees,

2. Uleardy discern o devired end state

3. Al 1o xee and understand the dy nami. relationship and sequence of activity betwesn the
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current situation and the end state.

79. The predictive-adaptive leadership model was presented 10 me in an mterview with 134 Ohle,
Deputy Commandant. Command and General Statl College. Fort Leavenworth. KS. 2Y August
1995. '

80. Senge. The tifth Discipline. p. 236.
1. Bartle Commond. (draft 2.1). BCBI.. Fort Leavenworth. K&, 22 Apnif 1994, p. 11

82, James J. Schneider. “The Theony of the Empty Bantlefield.” JRUSL. September. 19%7. pp. i-
&%

-

83. TRADOC Pam 825-3.p. 2-8.

%4. Interview with LTC Joe Omr. Commander 2-33 .\r. § Cctober 1995, LTC Onr indicated that
trust in the digital commumicaions svsiem was 2f paramount importance in gaining and
maintaining organization etfectiveness.

$5. Many articles and books discuss this important point at length. Sce Marshall. A den Agmnot
Eirs. Van Crefekl Command in War. FM 100-5. FAL 22-100. among many others.

86. Ihid.
87. 51 71-3, p. 4-3.

¥%. Slides from. “AWE Fozused Dispateh”. obsenvations provied o the ADP.A 1943 Combat
Vehicle Conterence. MIBIBE Update, 19 September 1994

%9 mtervien with L1C O Commander 2-33 Ar 3 October 1995,
o TRADOC Pam 525201, p. 12,

1. denge. The Filth Discipling. pp. 238-248.

92, The comeept that some tvpes o non-verbal communication is Jost over radio messages i not
new. Further. the concept that some communication is Jost through digital message tratfic is not
nen . \Vhat 1s nteresting ¥ the nzed for leaders. and all soldian. to feel connceted with thew
feliom soldiers. S.1.A. Manshall wrote extensively about the phenomena ol part of combat
cohesiveness as a function of proximity  During interviews with 1.1C Joe O (Commander).
M Andy Drchy (8-3) and CP L Tom Deakins (85-3.1) of 2-33 .Armor all stated a desire tu hesp
close contact with significani members of the organization.  Igital message traffic ivh out kev
componenis of cormmunication that were important for these soldien: in the exceution of AW
“Focus Dispatch”. Therctore. frequentiy the hev members of the command would use 1A Loy
personal visits 1o reinforce the communication flow between system users.
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93. Interview with BG(P) Lon Aaggart. Commander General. FFort knox and ¢ ommandani U8,
Amy Amor School. conducted § October. 1995,

94. Greater situational awareness is a main topic in many areas of digtal development. Most
observers helieve that situanonal awareness will be areatly increased via digitization. T urther.
nearly every publication dealing with digitization discusses the advantages of the increase in
situational awarencss.  See TRADOC Pam 523-5 ch. 3. BCBl s Battls Commang. dratr 2
along with any ot the newer publications dealing “with command or lcadership.

O3, TRANC Pam 525-5 p. 44,

. FY 93 \lobys

96. TRADOC Analvsis Center. L S ;
Stike Foree Laperiment. Fort Leavenworth. KS. June 1993,

97. For a general discussion of Aufiragstaktik and how these concepts are relevant for the

idormation age see. Thomas Barth, Auftragstabitil- A\ Leadership Philosophy for the Information

Ags. Schoot of Advanced Mlilitary Studies. Fort Leavenworth. KS. 94-95.

9%, venge. The I

9. fnid. p. 2i0.
Yois Ibid. pp. 2000-210.

104, Interview with LTC Joe O, Commander 2-33 Anmor. Fort Knox. KY. conducted 4 October
1uas,

(2. Schneider. James 1 How War Works: The Onging. Noture, and Purpose of Mititan Theon
unpuhhslud paper. School of Advanced Military Studics, TS AC s, Fort Leavenworth, KS. 16
June 1905 1 2,

o3, Bate Command Battle Laboratony,
Fort Leavenworth. KS. 30 bceemba 1994,

jp. Briching slides.

1, Interview with Dr. Kathy Quinkert. Army Rescarch Institute, Fort Knox. KY. conducted 4
Otober 1908,
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